
 Council Agenda # 7-D 
                                                                               Meeting of September 14, 2004 

STAFF REPORT 

Setting the Biannual Council Priority Calendar  (Step One – Public Input and General 
Direction) 

 

 
Honorable Mayor and Council Members: 
 
Summary
 
In 2002, a biannual process for reviewing and prioritizing current and proposed Council Priority 
Calendar items was implemented. These items are one-time projects that require significant staff 
time and generally are placed on the Council agenda for action.  It is time for the biannual 
review.   
 
A three-step process is again proposed: 
• On September 14, review all current and proposed projects, seek clarification, solicit public 

input and provide general direction.  
• On September 28, vote to remove any current or new projects that are not a priority for study 

and rank all remaining new projects. 
• On October 12, review the rankings and final Project Description Forms (PDFs) and approve 

a six-month Priority Calendar. 
 
The goal of the Priority Calendar is for Council to clearly state what their priority for study is 
and to prevent issues from coming up at different times and overwhelming staff without a clear 
sense of what is most important to the community.  In exchange for this greater ability to do 
effective workload planning, staff will be held to a higher level of accountability for delivering 
on what is on the calendar when we say we will deliver it.  The calendar also provides greater 
clarity and advance notice to the public on when they can expect a staff report on a particular 
issue to be before the City Council. 
 
Attachment A is a summary of all current and proposed projects.  PDFs for current projects can 
be found in Attachment B, and in Attachment C for new projects (including “below the line” 
items from the last ranking).  Attachment D is the current Priority Calendar, noting what has 
been accomplished in the past six months. 
 
Staff recommends Council review the attachments and, after soliciting public input, provide any 
direction to staff in anticipation of the ranking process at the September 28 meeting. 
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Background  
 
In October of 2001, staff presented Council a report that, among other things, was intended to 
enhance Council’s understanding of the multiple projects and competing demands on staff time. 
As a result of that report, the Council Protocols were amended to establish a biannual review of 
Priority Calendar items and a process for handling Agenda Item #9’s.       
 
The definition used for Priority Calendar items is studies or implementation activities that -  
• Require at least 20 hours of staff time 
• Are one-time in nature 
• Have been directed by Council or the City Manager through specific action, including the 

budget 
• Do not reflect the routine provision of City services 
• Are mandates imposed by the state or federal government, or other funding agencies 
• Are major capital improvements 
 
In order to ensure the system captures all issues, while recognizing the limited resources 
available to undertake studies, the October 2001 report led to the creation of a “below the line” 
category of projects.  These are items that are not expected to be started within the next six 
months. PDFs are created with the descriptions and estimated hours/cost, but due dates for the 
milestones are not detailed.  These items are not acted on, but are kept on the master list for the 
next biannual review by Council.  Should Council desire that staff address an issue earlier than 
proposed, other projects might need to be adjusted or additional resources secured.    
 
In February 2003, Council modified the biannual process somewhat to limit the fall review.  As 
such, commissions did not provide input into this process, but will next March. 
 
Discussion 
 
Completed/removed projects  
Since the current Priority Calendar was adopted in April 2004, the following projects have been 
completed or are otherwise being dropped for the reasons listed below and will be removed from 
tracking.  They are noted in Attachment A, but not part of Attachment B  
 
Number Title Reason___________________ 
PR01 Recreation Program Fee Policy Complete 

PR03 Study for Teen Services Complete 

CD 04 Planned Development Review Complete 

CD 05 Secondary Dwelling Units Complete 

PW 04 Creek Maintenance and Easements Complete 

PW 05 Residential Shuttle Program Tabled, pending grant funding 
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Project Description Forms 
One of the purposes of the Priority Calendar is to ensure Council and staff are on the same page 
with regard to the scope of a project and what it takes to complete it to Council’s satisfaction 
(including timeframe).  Thus, it is important that every project have a Project Description Form 
(PDF) reviewed by Council.  
 
PDFs for current projects that were previously ranked by Council have been reviewed and 
updated as appropriate (see Attachment B).  Several have been modified since the Council’s last 
review.  It is important for Council to review these and ensure the description and timeline 
remain acceptable.  If Council wants to alter the scope or timeline for any of the current projects, 
direction should be provided to staff prior to ranking the new projects. 
 
As in the past, the forms include a section for “Staff Recommendation.”  Generally, staff will 
make “No Recommendation” as the purpose of this process is for Council to set priorities and 
provide clear direction to staff.  However, in some cases, staff will make a recommendation, in 
which case there is usually a brief explanation in the “Comments” section at the bottom of the 
page.  Keep in mind staff capacity to take on new projects is limited, as first priority is for on 
going service delivery and then comes current projects.   
 
Staff is recommending PR04, Art Dedication Fee, and PR05, Create an Arts Alliance, both be 
placed below the line, due to the uncertain future of the Arts Commission.   In addition, staff 
recommends Barrett (PR06) and Creek Restoration in PW remain below the line. Staff  
recommends “Athletic Field Use Policy” as a priority since there is an increasing problem 
scheduling fields.  The “Open Space Sign Program” in Parks and Recreation is also 
recommended for study as the trails have already been named and this would make the trails 
more usable and complete the project. 
 
There are a total of 16 projects to rank at the next meeting.  New PDFs have been drafted for 
each of the six new items that have surfaced since the last review in September (three in 
Community Development, two in Parks and Recreation, and one in Police).  Four of these were 
initiated by staff, giving Council the opportunity to determine if these are priorities for the use of 
staff resources.  Previous “Below the line” items for ranking include seven PDF’s in Community 
Development, two in Public Works, and one in Parks and Recreation.  Descriptions for all the 
projects to be ranked can be found in Attachment C.  
 
Commission Input 
Commissions will not have formal input during the process this fall, but will again have their 
recommendations for the spring of 2005 priority setting. 
 
 
 
Biannual Review 
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Attachment D is the current Priority Calendar, noting which items were accomplished over the 
past six months.  For the current Priority Calendar, 86% of the items were completed during this 
cycle, and for the previous two cycles, 59% of Priority Calendar items met the target due date. 
 
Similar to what was done in the Spring, staff recommends Council adopt the process outlined 
below to develop the Council Priority Calendar.  It is suggested that Council review all of the 
projects in two broad categories: current items and new items (those proposed since the last 
review as well as those “below the line”). Only the new items will be ranked, but Council can 
provide new direction on the current list if it so desires.  
 
September 14 meeting 
 Public input on current and proposed issues. 
 Council reviews, discusses and seeks clarification on the current issues (Attachment B). 
 Council reviews, discusses and seeks clarification the new items (including those “below the 

line”). Attachment C is PDFs for the new items.  
 Council can suggest additional items they would like staff to develop PDFs for. 

 
September 28 meeting 
 Council has any additional discussion on the issues. 
 A majority vote is required to remove or to modify any current item. 
 Council will then be asked if there are any new items on the list that they want to drop or 

modify (majority vote required).  It is important that Council use this mechanism to ensure 
that only true priorities are undertaken. 

 Council will then rank all the remaining new items, by department.   
 We will take a short break (or move on to the next agenda item) while staff tabulates the 

results and then reports back to Council. 
 
Between September 28 and October 12 
 Staff will review the list and determine how many new items can be taken on given existing 

budgets, staffing and workloads - and what timelines are realistic for achieving them.  This is 
more true than ever in light of recent budget reductions and layoffs.  Council should note that 
the first priority for staff is providing day-to-day operations, then existing special projects, so 
there is limited capacity for new projects. 

 Timelines will be filled in for those new projects that staff proposes to take on in the next six 
months. 

 Those that can’t be undertaken in the next six months will be recommended for “below the 
line” and will automatically come back at the next review. 

 
October 12 meeting  
 Staff will bring back the list of what we feel can be accomplished, along with completed 

PDFs with timelines.   
 Council will have the opportunity to review and revise the list, then adopt a Priority 

Calendar. 
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Citywide Priorities 
In the Spring of 2004, the City Council adopted 10 issues as “citywide priorities” for 2004-2005. 
The intent was to highlight projects that were significant in terms of the time and resources 
devoted to them, as well as their impact on the community.  While the goal is that all items on 
the Priority Calendar will be completed according to the timelines established, the citywide 
priorities are those where Council and staff devote focused attention.  It is also a way to show 
that, although we have established this biannual priority setting process, there are certain major 
issues that transcend the six-month timeframe and are the priorities for the Council during its 
entire two-year tenure (even though some may take longer than 2 years to complete, significant 
progress is expected in that timeframe). 
 
Periodic updates on those issues have been provided to Council and posted on the web.  Another 
update will be provided with the report for Step 3 of the Priority Calendar process in October.    
 
Fiscal Impact
There is no direct fiscal impact to this report.  Individual projects have cost estimates associated 
with them on the PDFs and the fiscal impact of the alternatives would be discussed when the 
individual item is brought back to Council for action.   
 
Recommendation
Staff recommends Council approve the priority setting process outlined in this report and 
provide any appropriate direction to staff in advance of the September 28 ranking process.  
 
Alternatives 
1. Modify PDFs in Attachment B and/or C and approve them 
2. Modify the priority-setting process 
3. Provide alternative direction to staff 
4. Take no action at this time 
 
Attachments 
A. Summary (current projects, existing below the line and new to rank items) 
B. Project Description Forms for current projects 
C. Project Description Forms for new projects (including BTL) 
D. Current Priority Calendar, noting accomplishments 
 
Respectfully submitted, 
 
 
____________________     
Daniel Rich        
Interim City Manager  
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